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ABSTRACT

JOINT TASK FORCE COMMAND, CONTROL, & COMMUNICATIONS: HAVE WE
IMPROVED? by MAJ Daniel J. Gilbert, USA, 55 pages.

Tnd--_v's Joint Task Rorce(JTT) Commander is thie si-.ole
urn -Fcrmrd -,iilitaryv service cummiancier most ii kel' to ic
concerrne wj prosec:Ut1t no joint mil1itary operatic'-a-s QC rL.'

thy i'te. r lte - inties. Hl-s ThI il: ty toSLCEm.
ccjmnHn 'n orlSE+rd-orcec w 11i centaij n> v be :e -

acmL - t: e ri j. 1 h cc'4u(z; r.e a- sTh c rh-~_r

cLet icOnCE. IWoL 1,- -h3% commanders' oman i7 _1-* cot c;

c: m i.at -es4 _F- 1 ~' td y
-tomimandet bne a a' 'P T e_ t _mm~And -;nd cont-rol his frc t-ar

H e in >-e U-i n 1-rj ~raj nsmnce the endj of 2
t tn1- : ar IT - Pr e C, uvSu I. c 'r-i e p roDL ers

arid rf it'' 1. '_ n 1 ±S 7. c aoPat l i :j
q a eT  The p k, prc- e o t t'- m or aph isD t o a nsertea

:.~e Spt I -N- 2.

7cle nape .q4r fh -a 1ew betir demitn:rna t-_ I>vt
-4cc-undwork 1-cr *',- ds:_usion c-;- Joi.nt CT that c 1 Dijs ~

1r nI . fls 6 Vi'h Iomnparat.-ve .- n:;,.' sis o- C.7_at th

crier-at:o onl -t-rt a using -Four ci nt combat l- ~
conoucted by L.S. Tli 1i tary + rfor es S, 5 ce the endo m
These operations are l)The 1975 Mayaguez Inc icent, c

9Pi;L' Iranian Hosta-zge Res-cue At'-emo t, t7-)The ~s Grenaca
Invasion, and 4)The 1936 L.-bva Raid. Evidence is_ presentec

rmperiodicals, bon-kc, t heses, government reports anid JCS
manual S. Finally, a review of applicable emerging JTE CT7
doctrine is conducted. >7,111I -_

Th-e paper concludes that: IDan absence of operarionail
level. thinking existed in all foUr of the joint operat:icra
eXaEmined; '2)thc JCS; deliberate and crisis action n'2.nnn:--
systems are no subsititU'Le 4or joint planning by . ope-at ,ora.
azrid tactical level warfaghters; T)"hc required joint
war-fighting doctrine has not yet been written: 4)over :ic
el sven year pcrid e ncumpaissed by the four joint.prriOS
cited , th11e samte jo01n t CT:eper r; problems 'ept :eapperi-n ) e

ea?-ppearing pro-blemis L-ere not -i:ed because of the -er ice's
refusal to accept substantial Lnification below the

LI- ifI d /pei fedcommand level and the absence --f agqreen':r
'--ver commanoui rel at i onshi ps; especi all 'y cotr-,ern.Lrg unlt' -)+i
'rufn"'anc; a)tma sJTF commender has s_ omewhat better- ;oint CFor
capabilitic_ than the commanders who conducted the four-&
examples; and 7)today's JTF commanders' j)oint C7 capaoilities
are still inadequatIe. The paper implies that the creAtion o~ed E
)nk- ()r Lat ccper imental .JTF '- would pravide the lab'nzr-tor- :0 0r_
1 e--Arn about J oi nt (-.per at i ns, doc tri me. and st a ff ngq
reqi i:rei'enr r-

Plstrtbution/__

IAvailability Codes
I.v! 1 F-nd/or -

Dis ata!



Table of Contents Page

I. Introduction .............................

II. De+initions .............................. .

III. The Mavaquez Incident.................... i

IV. The Ir-an'en Host-ge 'escue Atem ........

L. Th LJ.-. -ei_ ....................... .. ....

VkTI. I C o parti A. ma .-I. ysis . .. . .. . . . ... 7

JTTI. Revie o f i g ,T Doctri n ........... . .-

I. ncI si n ..............................

II. Imp icat: on ...............................

Y T' -, :L3~ m ', ........................... ... .... -

Maps:

1. The Mayaguez Rescue M-n=on. ..........

S The Iran Raid ........................

h. The .renada Invasicn. ..................

a .T he L_ i ' R -a i , ... .. .. .. .... . . .. -. .. ...._.

E. .......... ....... ........ . . . . . . . .--

B .b ra t', ...............................

11.



INTRODUCTION

Durig ti-las savrt ThrC3E±; ' !.E.

1 0.- q7I o

Poo a,- Enn e - r aS c.c - :i:-,-- a

5X--Z - s-e Z7-

- W .- .c -... ,t0 . -s _ - ---

'an 7orceF T
gz'- V is the orgarnizalticr that in Tier>',

.. naLi 'saiL War and 'execute th,: 2a nt tpera:

W.: !etCvMLe ma 1 acrv succeSS Or faa lur1e. Vht 1 -

the 77F counmanc'ernp' comman&, control , and ccmmOLiizt n-

ca ':.1em Ts me bettero~ able to -comme~nd an-, ik, r

'ic Vor those whoi enec 'Led lofnt cea~ n

the end o4 the Vitinem war" Have peaoi i dent~e :27

problem; been fixed and if not, why not? Will his C

CaL1a Iti ew be adequat e- The purpo-se 0+ Lh L 5Fifnl

an ;iJ9C i es- A 419? tinrs.

-he~ oaper becars wit a: few~ basiL Je;,-it~; tna la,::



grounmdwork, -or the discussi on of joi nt C3 that foll1.ovqs. :

cont -1nUes &th a comparat ive anal ysis o+ 1C7 at the

Dp era t:- orna l 1ev el o4 -jar dunir n; gfzour 31 n t c omb t ce r a-t'

ccont_ ted by U.S. militarv - nrcesr slnze t enc D. I met :re .7

r-flese ope-rctions 3re: lhe197!7 Maya: :Iotet ~

1 C) TrL Hct~E ;0.7 3Aep.- QlOS7T

preseec fro 0. er oL 1e --a1 book-s. osscv-,m- s

-: _S <. IE EtCC E-e t ± F ~*

-~ ~ ~ ~ ~ 4 7, .. - .. v'vUK 0 -'.r

ttw? it C:- n;ce C to determnin-e ;{ Itin O

The Mrcomair C hC ini unii-c-med c i; cr

~ co~mmancer mnosthiol to as concernec- 4witt,

r s e ZL'tl-, 201ci-tcna prt n dr: opthodecaa o

n ete. tn tv to succsaial coC.n, Z -,' rC :cn-,

t,-e ou tcreo--' 'n ttn erm ns

DEFINIT IONS

t a m : a s 1S. -A OloIflc te rms e rs e~ -

.;pe a' cr . ' rn :om-,rno. ct''i:rc a

.,'F tc r, r, -: jc:rC:oc-:re. l -a -n



establ. ed.

The operational level of war is defined -z:

The level of war at which campaigns and major

operations are planned, conducted, and sustained

to accomplish strategic objectives within
theaters or areas o+ operations. Activities at
this level link tactics and strategy by estab-
lishing operational objectives needed to accom-

plish the strategic objectives, sequencing
events to achieve the operational objectives,
initiating actions, and applying resources to

bring about and sustain these events. These
activities imply a broader dimension of time or

space than do tactics; they ensure the logistics
and administrative support of tactical forces,

and provide the means by which tactical successes

are exploited to achieve strategic objectives.l

_1',- '. ,'-ne E. Pyrd e;'. ai i, i n hi .i- 8 6 I-oroL [.T h "-

hI,-D'- Unction ,- ,_ oper-tlonal io'e C- a i o 3, -

:-.ti.-1 aCt i' !i e - Sc -h (hew ,ombi,-e to C- _ .

o- strategy."2 Jcint opera:- ns are ... operati-.n...lr

which elemerts of more th-, one Eer-vie of the _eme na ,-

participate."3 Joint C3 is "the exercise of authority ,_

directin by a properly designated (joint) commander ,vet

assiqned forces i, the acc.mplishment of the misslo- , _-d

the "me+ hod or rr,?,nc o.f ,ronveyi-ic in-formatiom of an ,

-from ore person or place to ar-other"4 that the comaroer er-_

hi'- StoF-f use to ex. erc.se this authoritv. joint doct-ine

Fundamental principles that guide the employment
of forces of two or more Services of the same
nation in coordinated action tovard a common
objective. It is ratified by all four Services

and may be promulgated by the Joint Chiefs of

Staff.5

Finally, criterian for evaluating an adequate C7 ,yste mInt

be established. According to FM 1C0,(-5 "Suocessu _r -



achieves national and alliance political aims at the lcqest
possible cost in lives and treasure. "6 It also States thDt:

The ultimate measure of command and control
effectiveness is whether the force functions
more effectively and more quickly than the
enemy. 7

IL i logijal to con--Ilde _.. cr te-i- an - e ,.r -,2

--erm s t, z i _- ente rt i :. 1 o t h c4 4n' -e. ,, F .

T er ,- paper w i I z 1or - CeT ,

adeq~at " t ,oe-. Pothl. A~l C3Vsytem that nee2e _ -

t , R' al V 4 the f ':e ti - unct ' Fon 1rnmr-e e{-e-

9 1, thin th., ene-v'Y, i' - -c-t aceqt-! e.

THE MAYAGUEZ INCIDENT

Have been fired upon and boarded by Cambodian
armed forces at nine dpgrees 48 minutes north/
102 degrees 53 minutes east. Ship is being
towed to unknown Cambodian port.8

This Mayday call ,a = di'latched b the SS 2

May I7-- reeved bl the American merchanltnan ' res i.,.

cy-+'ce -n ,Dia r-t3e, Tndone3j 9 and Q-' .- ed to War-i notor.

Mi i tary -ujm. -;r.] Ce ,J r r's e =t C.5:12 that c-

M - aig ,_'- had bee'r,

...fired on, boarded, and seized in international
waters at about 21 minutes past midnight, 12 May,
while traversing a standard sealane and trade
route. 9

O'ver the ne' t four days PFresi. lent Ford "oul d conS(l t vi th

National 3ecrity COL, nc'l ,r ,,r ocaon . His e+-tt

;r-e fhe- cr-w --nd the -rlip j.er- inifialt , cc,,-ducted throu,7h

4ne,, 1 the =ei tur-e ,t

• • |4



LISS Pueblo by North V::orea in 1968 and the recent U.S.

Wi thdra Yal fromn SOUth Vi etnamn and Cambodi a were on m~ inrd.

He was concer-J abouLt international perceptionz£ of -F

o-i the 'SC fnaietng . h-e die t he Secretary of De + e

oi u§ Qr Q '-cu !i e c -ewe r~ C'r c ov er I n _.I

THE OPERATION

T Ie r e Ue Ll r -a t ion ev er. t u y ir~ n ''d

b_ 1 E. d S'- jit 0u - ~- ii-.

a ~ ~ ~ ~ ~ -er4.1-orTI-ilm' ~.~~I'a r te

PH P-~e - dn tgter reconniai ssance., spec il

c-per- -1on 1 iri1 it t-.pior, = cur-i ty pol ICe?, amnd rt

ml I c. n C[IIad'e T 7her- Navy ccr'tri buted --Ar Orion, P4 :DAtrc:'

;;'uarikron, the escort destroyer IJSS Holt1, the ~ui derd mi~s

I-Entrcver USE5 1.jj. -D, and the U SS3 Coral Sea Carr-ier 7as=-

1-2r ou p The Mr- in C-rps pr vi ded a command grouLp -from 1T

e ~npi i :mL,=s For ce (MAF) , ian air conti ngency ,ta in--

;-d i n g -na tBLT 29 , rd a r ei1n for ced ri 1 1 e cma'

-r hi eT -or4 i~.jrin~ he OnF L t :: C am M- Qo M 21L i a

and the F'Iilipines. The Army provided a linquist, a U2

a ci 4k nd crew,, A-nd a tAry viing avi ati on un--t. T -

j 1L7- force t-ndertoof cma- perakti-)ns that eeta

~c~ adThO35 ay q.~ rd her cra-w. The cost i.- n Ii ~e=

3d"trk?-.-SLrz? wz-. h . US. CaSUajitiec, tn'aled 1'~i~a

5



in action(1I4), 2Z. non-battle related deaths,, -_miss-,no ir

a cti on (M IA) arnd presuilned dead, and 5C0 wounded in action (W IA

Four hel i COL:'ters were destroyed , f our were severel ~'dama-gacr

_ird :: . e _: ed m in or da m ag e S i ., -f -e d v4i nqa i rcrAF t

alac d (mtgepd. The- -cst o-f tn action i n dollIars i s es T.Aed

C. U. r~i ~:~ C . ? E, -, T!. I 10n1. 10C

T he Fl a

Tht-e 1lan ca ot. w it h c uk or ~Ern. =5

'-7r-arat"e : 5asul t +forces *one to sei ze the =_h i r~Lt

Toard o:n -1, Tagi i.:- i _n~o to re ne =CL. Cr-

J :' m l 0~ ~.L' 1 d 6 e

rum an Alner-icai-, bass(= at U Taphao, Tha ilAnd to L . H,.:

1 -Iie.-kr - o--h Tan.j isl anid. The USS Hol t wo;u d I

- dt he 4ava guez an-d the Marl nes WOUld storm Tcad

ecLL)Fid assilh r __e of some 19C) Mar ines WQULI d qif *c .n_

Tan i I And t o = ec cr e 13n adi n g z ore s azknd t o L.e g i nc I a. a ' c

1I an': 4;1 nrd zma 7r chi i n g foar t he a:r ew o t he M a Va Lke z T a

hel i C op ter,=- woulId then return to U T.-phAo and pi1r ti _-not he-

I P(-7:jt Mar i noa5 to-, el n-4 crce the - ir s, t rouor- on r -h A,-.:

A i d. 1 C I a I 1 7-1 e I nf r rc e fre nts S O~ C cil b r " n.g thI-Ie INa ri n e r: r rI i. '.

up to a strength of abo)ut 110C) Mar intes if necessar v. The*o

TAng aRs5s-ult_ force would be supportei with nava Orc - :re ci

roe - ir from h o t> A r- Po e r, d N av,,y i r --a -f t . .

.- ~~Ii. b- tica-rrle coI- b. the LISS Coral Sea: .i air g-rup were

p.a a afl tri area ,,n the por t o

6



K::ompong Sorn, the Ream Naval Base and the Ream Ai-field to

prevent Cambodian reinforcements from reachi.ng K-uh Tanq..

Once the crew ha d bee-r located, heiicopte-s woulco he cal led

P 4lv them andj the-ir rescuete tca ev

Tie po~: tcn robl em with" the plan ,As Va '

wee bsed, Ot-7 ttlea actual VL ncrw) edge c'. thze j2flETt ;tia:

on <oh)- T-ang armd ith ruthnon r- tan mal LWmm

f : : te: PA te V5t. . 01cr~ J ~t They, -were _41-e' rc

heavy machine guns.an:-akrcesqrne a'n-hr

,n ur taa. =k .. c ric an:a-4~ro ft d beem. 2 t-red

con':-)F flIC 1 J n C- I -Vi t c -d v'S - r o f-.1an

mT~Ach. ie *JL'ns ,xn the anr.ti. -Air r- - k rol Ie and ad rec--rtedr

enlemy air dc-ence fires. to their ccntrollinm edpemtra

rI~rth~rfli~rC citco; h bject t e cA' the miss=ion -az th e

rescue u-F th e c-w,1 their 1locati on wL.s not known. 10 wa

Assumed that <~oh TAng Isla_-nd was a li ely pilace fo:r- the cr -eL-

to be. Pu, t here w as n o ev id enrce t o e St ab I is h thIat ti7ne Cre

~ ~n -act tere. eca~lBe h.he -re, s- ucositiv e lcto

unknown-, thsmre werea no -Air- ind naval f i r-eS Ir- suppo-rt T2 -he

ar;inoweor-~i'n.The y were plcdcn-.:'1l

The pie't ref n o-c the f irst wa~ve cf N-p nec_ irnto Vo

Tang island was also deficient. The same helicopters that

dlernthe 4: p sit wv/e of Ma_:rines to Koh T,,ang were to be

co V: - n fhe se qu en)t r e,,fo r :emfienrts. The tutr-a-

rounId time fr-zDm <oh Thng to LI TapIc-ao and bacl to <a :; Tang v--_

ir -trd oine--ie. f' h-r : . I the + i r-t .- 2-e ran .ito hr ost; ie

7



it would be a long wait for reinforcements. If the

helicopters ran into problems there was no other way to

-einforce, resipply, or withdraw the ground force. The fi -s

Marins ashore wOuLLd be left to fend for themselves.

The airstrikes against the mainland of Cambodia ao_-.-

to hhe had lit'e_ mi itarn, £igniian.ce. Th a- ea- 1-' -v

, n ,, - ... C , b,,i b-1.a or :-s . r- =p -. _ 7

the c'lior at Voih Tanq. These striO:es were o-:.sed by° t e

N., r b - l' f3',r 1vi : : L ,=. .

It is .,'ncle..r h the wiole plan was put toget-at-.

V ar-io 0- r?. ,Lu.tarE_ we're inolved in the planning

ith overall respon.itility for bringing the whc.l- - ; ...?n

together l,i+ng with CINCFAC i;7 Hawaii. The II T .. 1 . =,._.T,r

group (an ad hoc group consisting of five .Marine o _i-cer.

was charged with the planning ,C+ F he aCtLba assault c.nse,

but was not responsible for the naval or air force port. -_-- s

of the plan. Cuniander -SSAG,'7AF was involved in ;i ann-c

;or- 7LAF units and rev iewed and aoproved the III MAr p- a:s.

CcmDrEsRo; -.. wa.-: resporsible for na'-v planning for acti:n)--

-he USE Holt and later the USS Wilson. The USS Coal E

T -._'k Gr:C)LIp pr epared t s p1 as and skubmi tted theT, t, c ,,

n,-m7andr ,!-, Fl eet or opprovl . This, the place ,7ere

plans finally came together under a truly unified commander

ws in Hawaii. No single commander closer to the t-,ere c-

S7._t n had ut f r pl anr tLng the entire o.et-_zti:,J .

Command and Conl:ro7

The command and control arrangements for thi larue,

B



complicated, and very "joint" orneration were -faulty. The

chain o+ command at the national level was clear. Fror, the

National Command Aothority (NCAI-' or -ers went to 7INE-C C

had LfIiE-b coim-and o{, the NaysSeventh Fleet Ek-

771.eet Mari ne A:--s- th Fc. c.rres, Ed r. U. S

Sup or ID .' C); r' A'.m :1 f.3iI 'e-n L iAi o rC e ')

LteF 0 . -iV& a Irmsnc C cI Lond f CTN*-C hc- ' __

planning nd ooraina esuorlsibilitv. He *e-csec

r0cj o-f f1he operation thirc--cjh CI"JCF'.C FLT t.". I -

-For- the Navy and th'-ouglh United States Supprort- H-ctivi ti e

*rLP (UIS 3:3) f,'7 ~ A Ahc IF -At Nak:I)c,- Pheno-ii R-*AFE.

Thai 1 anrd + or the A L r Force. CINCPAC hc- to ccor-di-Ea e ths=

,-a71.Atlonshi ps between ~ anadThai-stationed Air :-rce

units, Okinawa-:Rnd F'ilipplnes-stationed Air Force uv--it- :.lnr4

the naval. ships located in the West ern Paci-f 1:. _i ;--vt er--a r,

GnalJohn J. BUrns , the commander o-F USSAG/7 th AP

depsignated.- the on-scLene comma-:nder. M1arine Colonel Joh,- M

Jchnson was a--ppointed the comma--:nder of the ITTI MAPcO~n

a*;s:.,salt -Forc:es. The Navy commander was Captain El. F. 'are.

Commander Destroyer 'E.'(Uadron 27-(CotnDesf--on 2-.) embarked hcc

the LIS Ol L.ll

The effect of this cairrmand arra-gem-ent was to: put ib.'

in overall command at the scene o+ the action, k: oh Tang

I s1,an d. The ccmmander who was des~rcInated a--s the "on scePne"

commander was loi 4te d in hi s headqUarters at Nak hon Fhenom

Thal1.and. Thp- grocund rorce comm-ander was~ located 1P- imiles-

,From K:oh T,:ng at U TahcTha.i land. The commander USSAPJB

9



exercised operationai control of the Marine 'Ccrces and USAF

tactical aircraft through its airborne mission cormander'AMC)

located 90 miles -From K::oh Tang in an Airborne Fattlefi.elC'

LCommand ard Control. Center- AE',:CC). ComrDezRon 27~c ~

command of ao-aenaval forces frocm the LISS Holt.

, pparcimarl of nav,-A *a-i ati or uni ts r~:~cw

thejr p.ernt rauzt r USE CrAl Sea 0ir -,.L :' a.a.

Pat'_rol S~arr4 at Cubi Point ;Naval Air Stzaticon :nte

F-hi 1ippines. As j nt TkFor-ce was nct zactivate-t.

ai rspace and -f i r-2s wre ')ever cocntr,-l 1 ad byV a si nqI e-. ci--

(Jes; gnated mmde.

frmuri Cat i nE

C 0M MnnI c a t i an s beat ee an t h e ar ic:u s hea~qa -_~ q2

provilded by. dedicated secure voice zznd telet-Qe C C:cL't 75

secure ccnferenc-: lii,,E i,:kept '-he Natioinal Iilii tary Iommand_

Center in continuIous contact with each level o-f command d.Lwr-

tthe fon-scere commarder. HF r&adio li nked the AE.CCCZ and

USSG/7PsF. However, there were complaints by~ several

commanders th--t t here were rot enough sec,,ure linesa'.:aI

toc the tactical level planners and that th-e on e- that wer-7

available. we-_ of Ln poorn1y pcoi ticned. CompatitilitVC

radi s between Nav-'. t,4ct- cal aircrAft and Ma~ri ne ro.:Un~ tS

was a problem. Navy aircra-Ft Used UHF radios and Marine

ground units relied primarliy on VHF radios5. Th- L- '::id

crjarry ori '..HF rioto cnrlNaviy --lose a-ir SUPPOrt Stri _

but i t la o,7t wheni the 4irst helicopter- was srhot diown

dn(rinrj I he ilitia1 ins~ertion. 'secure r'adio equipment _r _

10



tactical unit level was almost non-existent. in sum it wOuld

appear that vertical communications was at least adequate,

but lateral communications, especially between units -from

different service components was sk.etchv at oest. Face to

face meetingjs hetween key commanders took place rarely i4 at

THE IRANIAN HOSTAGE RESCUE ATTEMPT

In November 1979 the American Embassy in Tehrm was

seized by a group of Iranian Revo _ tionar y  a-os. meee

religious fanatics took the embassy staf+ hostage in eiance

of international law. President Carter was cete-mired to =F-

diplomat-ic means to .i n the sa-,e retu-n of th Ame-

diplomats, but he recognized that nii. itary force rigr- . ne

eventually necessary. Shortly after the embassy w.:zs seized

he directed the Secretary of Defense to begin preparation ot

military contingency plans.

THE OPERATION

The JCS did not initially consider a rescue Operation -,:

be feasible. Tehran was located too far inside tne Iranian

border. Any rescue force would have to penetrate Iranian

a1.irspace, 1,v some 750 miles to Tehran, land , overpower _ne

guards and :han make good their escape. If the element D+

surprise was lost the mission would most certainly fail. No

single service had the capability to undertake the mission

and there was no organized joint military force prepared to

conduct Such an operation. However, as the weeks went by

thtngjs began t fal into place. An ad hoc Joint Task

11



Force(JTF) was formed. The necessary intelligence was

gathered, a plan was developed and the resCue force trained.

The JTF was eventually assigned tactical units from all fo:r

services. The Army cont'ibution was a counter-terrorist u,-Iit

named DELTA, and a cintingent of Rangers. The Air cc-rce

pro.ided a E=peial ope ations squadron, tactical ai-,d

z:r-t- - ai -i t -d tar'er auopcr_. The Nav1-) dr~-- e

hel copters from HeliLopte- Mine-Countermea sures Scua-c, 1a,

n 1 1.) ,eiit i-ots. The !SS Cc ( al Sea, - 1SS i Z

their supporting battle group wculd be "Ir Supprt 4.

JTF. Marne C-o - h pter pilots everntualV relaced

o- the Navy ,lot, i Io1: n1 assigec. y ri he JCB YA--

grod eough ab: ,t the pl an to ap;,:rove t and e c o n t- -l

Fres.dent that it bne conducted. At 16:57 hours (Easte-;

S-andard Time) on the 24tn o4 pt-il 1Q8' Fresi dent Carte -

aborted tne Heisson. e had been informed that there w,.

nut enough flya.ble helicopters to continue. Cu rin the

withdrawal a helicopter collided with a C-I30. The cost ir.

li ves was eight, The cost in "treasure" was that of at les

seven helicopters left in Iran. The cost in embarassment,

hum i)ti on and propaganda was immense.

C3 ANALYSIS

The Pl an

The rescue plan called for the gr-Oune assault -Drce tc

be transported bv C-170 aircraft from Egypt to Oman amc thn

to .- desert landing site, code named Desert One, some 5a()

mile.: inside Tran (see Map 2). Eight RH-57D Sea Stallion

12



helicopters would launch from the USS Nimitz irt the Persian

Gulf and rendezvnus wit'h the assault f orce in the desert.

The helicopters WCUld ref uel +rcm "blivets" cilrrielt. to Dese-t

tc h, ,hee o&; t he C -i1C a irc ra Kt --Ake th e a ssa -A1t fo rce

E b oa r o a nd f:o iit Fi _:E o r toc a se cound la--ind inmg s it e na mec wo-

Art ;t~re Oert ned be - C] .e it: .hr

r is por t the fro) ttei oat me nt d te. aonZ

IueJ ece i h em:)=> Th cc en'Id nne

VcuLcir then be called in :fDec ct-ac tt-e 4"r-_2dhrt 4

thei e:?r ie--~i c e , -'a- r, :ni e r s cl s z e

ai -strip at Man::a:rt ych tc ut t1- t-ive m il1es ;r:r a.4

The Ieli ~op ter c-OUI d fly t o Man:zari ± o where thle -jrca tr

vwoulc. be -r10m c.ut Of :rnby C-141 transp;orts. Tine

cg~a: fll ~o~ld e .upoorted by- AC1z i..s r _1 rie~.

b wrea 'vi tionlaunched -from. the t53*' -coral 3e;e en: _

b- ;e/eretI: b,1, -- m 7_ e -

-rrr ter w r~ ter-s. The Aol 1cwaj- Comm.:i onlr- wa:s * as: cer

,Ln its report, but it too foutnd faults. "A larger heliccpter

-Force and bet Le- rrovl a;, cns for weather per-etre A-ln i,:u, -.

bus -m -nc!- e=aS e d t" e p r;- bab: I I. t'y -r I mi 3S1 cr S Ucc--e-=S. 13 -1 F

weaknesses in the plan included the selection of thie Desert

Ore u- ite 6,n .ch was too r clIosm;e '_ 4 -~oa d; Lc o# aliternae

13



communications plans; the selection u+ Marine pilots to fly a

type of mission for which they were not trained; and a poor

plan for destroying the helicopters that were left behinid.

Command and Control

The Holloway Commission was most critical of the com-and

anid cc-ntrol arrangements.

Command and control was excellent at the upper
echelons, but became more tenuous and fragile
at intermediate levels. Command relationships
below COMJTF were not clearly emphasized in
some cases and were susceptible to misunder-
standings under pressure. 14

The Holloway Commission strongly felt rhat the deci-ion to

form an ad hrc JTF, rather than use an e. i st,-rj Jn Sr.r.S-

Fl an (C DNPLAN) , d!. rupt d urJ. L/ L) ccmmand 3 nc: :0r, e--.1.

effort; thus, aggravating the organization's comman a.-

c: rtrol. Other commnd -ncl concLrol .issues irncl _td'_c t -e 2

arrangements, at Desert One where there were prob I em

identi yinc who was ;.r, ,.harne. Co. Charli Beckwit (USA1

w.:_ i command of the ground assault force, Col James :,Ie

LJSI w-as i comma-d c4 the C-1730 air-craft and was

designated as "On Scene" commander. LTC Edward R. Sei fert

-U3MC) was hiel icptar flight commander-. All were -eportrtin

directly to C(-MjTP,- Major General Jiames S. Vaught 2 *SA), wh:

was located at his command post in Egypt. The commaod

structure during the preparation phases had been blurreo

;urther with t:ho asignment of MG Philip G. Gast URSAF) -? _

O:onsult:nlt frr fliight crew training. Marine Col. Charles H.

PFj tmnn wa = Iso assi. gned to '' to after" hel copter crew

14



training and became the "de facto" commander of helicopters.

Both officers were appointed as of#icial members of the jTF

utst d-ay= prior to the mission being e ecLted: M1 -as t as t'Ye

Deput, Commande- F. ant Cc! P'Itman as t he DepuI:- C , . rme

.TT -  ,- H co pte-s. MG Ga.st was nrnm.tnd to LTG pr-or to:

Y-e m -s _- . - , . - -, o ., ,a r, CC - d ,, 1

-t A -- :! ,i Our n )C u: t h 2,'ua

Scj r- :S: c.,oi : .- ur-: ty CF3EC t ,ad tee- ,- a i y

hbroughcut tme Mlanning and trai Ftng o-f the m:-B i,-r 5fl 1

tro , create control proolems dur: .ng S Eeci_:m 'IS _5_

,-.rsierat i:s would ne allow a full dr-ess rehea;r-_,l -l

-m-7:n a"", Ve sar;- One . CF'CEC was the ra.-tionale = :-c- nc--

l ttin weat herm re n orief tne h-.l. copter pilot. cc.- -

the -eascn that the hel icopter pi lctE did mot recgrize -2ll

', -; , t!- r Cal Kyle a- [ese.t One in £xe iz

he ta Icm±.nint consl:lderation in rrosi: JT . -0ec sorS.

Commu-catons

Communications from the NCA to CCM,_TF were ede...t_.

Secure voice links were continuall> available. Vertio,-

communications within the JTF were alqso duc-te. SP - - > S

:he primary means. Lateral coffmunication withi- the <
-

C

rA ad : p,.r I S CIM and when used appeared to ..-

ery well. Due to OF-SEC concerns other lateral mean --

commitnication were not planned. The helicopters were not

Allowed to communicate between themselves or with Desert Qnr-,.

Th- '-i el .op Ler fl ight ccmm.-.n-ter had to cortact :.. ;t -ait

'BATCOM to 'ird c-,t what the weather st 9t,.: 'j at Des:ert Crc.

15



The ground seCutrity force at Desert One could not talk:

directly to the aircraft sitting on the ground via radio due

to incompatible equipment. There were some complaints atoL;!t

nrt hiavitng enOUgh secure voice and data 1links tewe unts

,Fnd intelligence centers dur-ing the preparation phase irF

CONl-'. ~

The, -ni saijon i be~.t -qUTMIari zed with the ?

-rciim LTC William M. Steeles 19684 Nationral rCijc

£t udy:

..the decision not to use an existing JTF,
failure for independent plans review, and the
ad hoc nature of the JTF planning process,
training management and command and control
unnecessarily complicated an already complex
plan. 16

THE GRENADA INVASION

By the late SUimmer of 1985 the Prov- z-ona31Rvl

rGovernment (FRG) of Grenada wwas split tetweei Lvic tgr o-ps.

One group wAs led by the g'r i mt lMini=ster MaL:,r1~ -~E ~pAnd-

1he ote yth '-r ime Mn f 1 ter Bernard -c-Ard. On 17-

-ooer I(?-- Jocard with) th;--.Sst stance of the Fecote s

Pe ,oluticnary Army (FRAP pl aced Bishop uinder arre-zt.

Thi~s actic on caUsed gereral -tr i ke and Unrest thrcugbL..D t trne:

sl.-And -.rdJ aL-d tr, a i-ove by thie peo:?ple Uhat Securedth

-F7. t -F 1,4shoo :,n 'he 19th a': ]ciober-. Te P

immnediately to re-arrest Bishop and in the process +,ired on

c-r-7Wd of CliiL anu. A short wh;1 e later Bishop and seven

his stupporters were put to death. A 24 hour- CuLr-:ev4 waE-

im~c23ed wit,',. not. ca that v'. ol aterL "ould be shot on ih.

The Uiinjted '7t&UteS q-overrnnent had beer, monitoring ithe-~
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developments and was concerned for the safety of American

citizens on the island. Most were students at the St.

George's University Medical School In his annou:nrnment t,-

the worldJ on 25 ctober F're.si.ent Reagan eXpl ai ned that there

were other reasons for militarv i ntervention as w. I:

...of overriding importance, to protect innocent
lives,.. .Americans whose personal safety is my
paramount concern... Second, to forestall further
chaos...And third, to assist in the restoration
of conditions of law and order of governmental
institutions to the island of Grenada... 17

THE OPERATION

Initially conceived bv the JCS as a nn-com,'-.

.. .... .t i .n,,h-. misi,. .qu~or- I ' m'-a~nm ed wher. the :->7A _ r,:,

L-,he -cope o- th - m - I,: i nc Iude "a ,e t-ni. i. l

-ien d.-an army and -ni t a.18 ThS rate .k si r-1 1 e .-

• ti on by the Nacv (questionable. Addi tc ral fcrc oui

-eqLkired to provt dce the desired force rati,- 3rd ,i

rapab ii i ti es I-0 ensure sk'.:cess of the cperati on. Th,.s. a

joint- operation was planned. The Arnv contriouted Dcelte

Force, two Ranger bal:tal ions, TF 16;, other ceenes o_

Ist Spe, -ial Ope(r-atiors cmrmand (SiCOM, ard elements c-4 the

32nd Ai rborre Di. vi -on Lr:,r Di' v . The Air F-7orce contrite.

ta:t..]_, an,, t;-at.eritc - ir"i , ta,-tfCE,_l . ,ht-a, __ m~r '

Ist Special OperationWi;ng (.SOW) , and tanker s,-pport. T;e

Navy contributed Tas, Force 124, consisting of the helicooter

carrler n S7 Gam and four 1 anding ships o± AmphibiOUs

-,,uaror ?-r.:,r "",-ITDRGN FOCJR)' _-nd the '"IS Independence

Carrier -att1 e C> o,_p. The Marine Corp,- added the 22nd MtU,

17



embarked aboard FHIE4RON FOUR which consisted o+ a Battalicn

Landing Team 2/8, Marine Mediutm Helicopter SqUadironr 261 (HMM-

261) and MAUJ Service Supp or t GrQUP 22 (MSSG 22).

Stoken +c-rce +rorn the Ca--ribbean P'eacekeepi.ng oc

(CF a:.~1vmade this- ; combined operation as well. 11C

26C 1 1. t ---ry p'-1 I., e -)-rsorine I -oIT .-:a mEi .-:a ~i

t-!e -*:rs -,iH rot T~he,:ap. -S -as.-altiecH 17iu e i

I I T -i A 28 : nrao c:.-r eoz:r

C3 ANALYSIS

T he pl Ian e r'.,1s 1 --n e c s17 am 1 t a: r-,Eoz, aaa t =5 L, 1 7 t

Island's C:--Zelds (Be'e 7- - e ar ,re ZL7 c!: S

t h e A 5 - :D~. ~o r -a n J Gr e r3 .i e~ --rea on t he e..t

~ the ac e mr- i e a-c. er~ n

-, r o- -i t e 6 I- z ~ - ter ne I. \.' I t D 6

at FPo),nt Salines once the airield was controlled byr t -e

3~- ', Sz- fC-:E. The ari-e -force "cuL~i le toc

~.ct~nha ~ f te l 5 :?nd the rmv +Crcs wc -(:

," ~, ~ er - -~ ~ 3-f -zh 5 '1lAr'd ---nd ea.ae ~ e 5u~n



The Marine force prepared to conduct a combination amphibious

and airmobile operation. The Army force prepared to, corcuct

en airborne and/or airlanci operation. Prir to the main

assau, lt being Cc2d- ctec__ - =pc al oe--rati.:n422

perforce, lby a z:mbi nati OF: *-f Ar y Pi --orce, and Na'

- - - -- t LC tIn. :1-
.e: r-K d, eve-:cate the Goverreor General t oestro . - :i

-ur -1yc. 2-r_ i r ,n t c,.ntc , ?c , . ,

ele '- -al -. owar .lea:. Dh operation Eid Ie St-t1- k.

., . .,?- eu., h., and -n 2_1 _ pg to ter, i: 7,-1, -

a]_: 3rd. , .tl .. ..ee at' p 4 .r 4 ~ wuld' he,4 c,_ r :..y. ' s .d ,Dcr ca--- .-- '

j, -t , -- .. >'ter ;- . - p.

Se..eraJ Q,-clems v.:th the plan strn c. _t. B~um,:. _~.

r Fig. 1 the Student= -4E-eR in danger , then _=, 1 ... -a

,or,"d to tlure r cgah frm the starA:. P .acr C

inteIigence concerning *jnan and Grenadian foirces cause

-.,'Ii e Eu.,. " .'se- t,: the 5p .ci =c1 operat cr ,. tor-ces arcd t - A---

'forFce -,he on th. Other pr-oblems_ conerrcat tie lack

>,. 1's., :-' .. ...l_, ,L.,, L:at iC; , f IS L ppr,_ t , -Ai r a'a - ---- c cnt; - h * i- .C

1 -. i '-i, ] I E. [R-i.all- , ce t.! S, -my rr- .m ;,c

Mc. ,_t.- ne Coamend AsSes_- men t stu, d' Found:

Military planners concentrated on objectives for
the assault units but gave little thought to what
military forces would, or should, do after the
coup de main, much less how they would help restore
democratic government in Grenada. Despite the
political importance of the Caribbean Pea ekeeping
Force(CPF) in lending legitimacy to the invasion,
planning for its employment and control was
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superficial... .20

The Study also found that planners had neglected other

"politicall~y e plosive" issues such as pyschcollooic,

cp e r At ion3, c I i 1 ff a ir s ,!. r i o r, r o± -fwAr o Pe r a 1:D nfl

reiUgee operai-- t.l ns, _tnd what to do wi th Savi et b I oc

:,- . '. 1 7-.1 in a .

Poor plar), and a lack of prepearatIon time r

command -:no c.-ntrol o-t- The oper-2aticn vi.kuld ._)

Commarder )f _j'3. AtlIantic Ccnmrmard .LA.NTCOM )r .

M-crunmld cho ro to implement an a, i stin C.aPLI

t-e1-he 7T.-_M ii ith,' Ta b7n

r ,i.t i I r p : Lt o dr. hEr j-e f iC: i -all apr_) 1 d Vl i - -,;i:

.. rv;6, fh IMta I , Commnander Second Fl--- ;OT 1..

TI- i Sga ,e A -Jrni Mettoal Ies ThiAn 4e hoirl to. m±;. t ki et

proT- r iD LI _ .E-?- -IAn, and get: to the area ci- op,

tJJt S~Lrpristigiv this was an imposible l-as . He r.Ad

c' .y i. rvc';ved in the LANTCOt1. p -Arning Procelims -rid

d~-'A~l WO~ d ot have t .me to do-. mi-ch butt e~tcep ' K1-1-~
T

H L -At + ha d li tl e J oi )t r e pr E=.--'n ta to 0 r

1 JS L d 1meat- ent irel v of naval and Mari ne ofiur ca- o

-, -t zk :> ec.nd I E e e nd L ANTCC)IT wi th oI

offi1cer and no Army personnel at all. The Arm,,. r-Usherl M

Norman Schwar :;.Lp1l' Nor-folk -to become the Depuity Commander

of JTF 120). _ ikewisp liais-on officers -From Fleet Mar .ne

Forc.F At,._nticFMLNT) , Milito~ry Airlift Commrdtr1C',

30kC73M," 32nd Abn Div, the; RFnge-r hattalions, -Anci the 22nc 'i1LI



were hastily added.

No sLngle ground commander nor unified air cncponen:i

commander were appointed. Thus, control and coordiratior

ashore and i - t-e air as inadeIuate esoecially ir the area-

of airspace managment, intelligence collection and

-. :~,u7< c AZdnmir l Metcal s co.>~'mnc c- -s -

TF 1. 1 t. e 82rd Ab iv) JTF 122 the nJCirFt 127e-.

Operatio,-. Command . and T7 124 (the 4mphirL. _-,_ j ,drc-r arc

2. nd MI)I. 21 There Aere CCtiely et-'-e seprate c mern :

ontroll ing ,-,--rces as cre: JT; 122, TF 124. 2, Arc ....

A: -cra-t +rom several dz f+erent coxmancd jere c < r

:-eada: Nav'al a.' ._t o. +rz'-.r, the jC: Ir oeF'nc'_=n:e :. - -

r witary wing a i Atior f -cm the USS Guam , Air ,orce aI - -n

S ei- .C:1 1 p cret .cn s Co , ; ri a i,,-~ r,:t to a-. d. 3I rI -

Xi..>ed w.ng) , and even ug_-.-llI firmy rotary wing a..ic.i-r -

zcint Salines aurfield. The TRADOC assessment cncluded

hair _ -

The command structure for Urgent Fury violated

... the principle of unity of command...Despite
compelling reasons to designate a single ground
forces commander, CINCLANT and CJTF 120 main-
tained a system better designed to keep Service
forces separate than to enable them to work to-
gether; combat operations were hampered accord-
ingly.22

Commun i cat i on s

Poor communications was the hallmark o; per-atio, _rer t

Fur. Communications between the NCA, LANTOM, and the .7-z

As Us,Jal wire -et good. Al thuugh there are report_- th_ t

JTF 12(,'t +CU , 7 ltes became uvei-loaded. Vertical anc i-ter-?l
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communications within the JTF were poor. SATCOM had to be

relied upon and was quickly overloaded. Alternate means of

communications were not planned. They were simply assume, tc

be available. The Army ground forces initially had no me ,ns

of receiving hardcopy record traffic. The Rangers dii inot

normally ha'c tarapability ard the e2rnd lefit tneir

equipment at Ft. 5'ragg; a ccnsciOUS dec.a i on or. thei- part t

lighten their load. JTF 120 never bothered to chec:< t-.-e=

if message traffic was being received by anyone or tie .c

and, thus, firm control was never estanl ished. Eq u . .t

interoperabilit.' was a dig proLDlem. Army tactical

It d not ra'.- w,. th Navy -adio_... Cc- .-;icat: ina : e .

eq~uipment wa'. not compatil- .,etweeri different ser._,ea,

ocmnon operAtin g procedures aJ c:a. 1 sign and -equenc'/

maragement were all di*-gicult problems to solve in S

conference room. They were impossible to solve in the middle

of combat.2Z The TRADOC assessment concluded that:

Communications problems hampered coordination
and control of joint forces. In part, the
problems were technical in nature; equipment
was not compatible or was unsatisfactory. The

larger communication problem in URGENT FURY was
a failure of command. Neither CINCLANT nor CJTF
120 established adequate communications for the
force. Poor planning and incomplete liaison
heightened combat risk associated with linkup of

joint forces.24

THE LIBYA RAID

A U.S. right-to-navigation exercise that brought
together three aircraft carriers and 32 other
ships and triggered 16 hours of violent confron-
tations with Libya ended quietly...25

Thi., nava e'xercise in the Gulf of Sidra at th e e!d ot

.2
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March 1986 had seen some short but intense combat. Libya

lost at least two patrol boats armed with surface-to-surface

missiles. Fifty-six Libyans were killed and Libya's only SA-

5 surtface to air i ssi le battery was taken out o0 acti..

Libya's leader, C>.l M,.amar Qaddafi, was mad but ie ',:new He

did not have the nilitar? m'uscle ho go toe-to-toe wit :-e

U .S. s i tL Fleet. He decided to ,se another ,'eaco. T

U.S. had been monitoring Qaddafi 's support, f,.ndi, ng. and

:rainirig of terror ism for years. Obtaining proof that K.a nad

been directly responsible in any of the recent i nternior.

terrorist attacks was a difficult task. With assistance -ro-.

a British electronic listening pest in BerlLn, President

Reagan was provided the "smokbing gun" that he needed. In f5

April a bomb went off in a Berlin disco that was frequented

by American servicemen. An American soldier was :illeo and

,lthers were injured.

Evidence implicating Libya consisted of communi-
cations between Tripoli and the Libyan People's
Bureau in East Berlin that contained instructions
to proceed on 4 April, and a confirmation of
success on 5 April.26

Within two days of the bombing President Reagan had decidec

to authorize a direct military strike .against Li va.

THE OPERATION

The JCS was reasonably well prepared for the Libyan

action. They had cirected U.S. European Command(EUCCOM in

-. anuary 1926 to draw up contingency plans for attack ing

targets in Libya. By the time of the April bombing in

Dorl .n, Air Fo-ce and Navy planners had been work ing on
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strike plans for several months. Neither service had

initially foreseen the need for a joint operation. But

details of the contingency planning had been leaked to the

press and so the Libyar. were going to be difficuLt tC-,

surpriSe. The Libyan air defense was improvino ,ve-r da'. A

sucCessf4LI strilke c0 all five targets would re.,_i-E t~ e .

e-f-ort ..... ir Force a.nd N!,.'iy uri -s. . .C fl _e t -_,_'--

t--c

... "That presented us at Lakenheath with signi-
ficant problems...We didn't do much with the
U.S. Navy. Our focus was on Central Europe.
Navy and Air Force pilots began shuttling back
and forth between Lakenheath and the carriers in
the Mediterranean, trying to learn each other's
ways o+ going to war. "27

T1-E operation e.eri-i on enca--o , ec ,3 A F- c .....

to -. rs s t k. -e r -r.:c: * ,:o ri o.-; arj J o -- . -

wal-fa e asse,_ . _,.- iJ A L , : t i al 1.

.i ± -wee >.-- . d n- ,~t- e.tec - •; 4 ter ocire- eT) a-r--

e - i id Di i .a,_ -; ne ro, the bSE ,T, _. e-

E - .ea r..t i - e u! i ! fI,.J;- ,')1: -,c'V Cl l e-,.t
-

' ,L ab:-I " --L; .. The two carrie r. . - .: : :.. =_

air-craft and combat ships than Britain employed duri;-,g tE-

tre mam.r. ,~g, io the Falklards. in the earl- ror-a no

of 15 April (Tripoli time) the operation code namec "El

E,,:rato Car,'yon" caught Lib',a sleeping. But it still cost two

Air Force er v'ceme th-ir lives when one of the Air For.- F-
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111 aircraft crashed into the Mediterranean Sea.26

C3 ANALYSIS

The Plan

The plan called for fi.ve targets to be S t rUC<:

SE~iMuLLtArec:.us.y. .ibYa wo0uld be spi t ini ha>. I -cr00c

- oirter i d aLt ~he 4,je?3t Elde >a o h -uI f-h 5~ t1 D

Navy attack plares. would be essiored the east si-deOC n 1 Hi

Gul f. Ai- Force F-ill bombers wouldi atta-ck t-hre ares *

th-e vicinity of Tri'poli: 1)the military side of the T: 1

nir-Fielrj, 2) the Al Pr ir-ivar biarracks, anc. 7) tre Sidi -:C_-1

pJo rt fcci 1ii tv 7. N.avy A-bE attack 3i rcr'-t would borL'

tar-gets in the vicinity of penghai;i l.)the Prs i-Z

an 2) the JamnahariL, -vab arracks (see Maps 4 ' 4b).CTh

Btr~k i. WOUlId bCE p re ced ed w itLh *n at t ack: of the- L ib ya ai

defense Sysi-em. Navy;, A-7 and F-lB aircraft would launch

,-=nd Shrike missiles at Libyan air defense radars. Pir- Ro r

EF-lil and Navy EA-5Fl el ectronic wartamre aircraft would blnolk

survi vi ng Lhar rada_-rs and keV tycommun~cations system=_.

Navy F:-14 airc'u-4-t wtould provide air comnbat patrol and IN

E-TC at rcrcaP t would assist with airbc.-me Sukrveillance snd

cu)nz 1 I Ar For:e airr-ftWOUld lau_1nch in theea

evening hours of 14 April (London time) and fly appro%.vimately/

a 64CO': mile round trip route down the Atlantic Ocean, through

the .t~ - f Gibraltar to the coast of Libya and back

This distance would require fCour aeriel r-efuelings. KE-lOI

tarkrtwo'itld refuel the strike aircraf=kt, while IOl5
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would refuel the [C-Il's. About an hour after midnight Navy

aircraft would launch from the carriers about 180 miles off

the coast of Libya. Navy search and rescue aircraft woLult te

available to recover downed crews.

Aonrding to one source the success of the operation can

be attributed t7 "planning ano precisiJr'.29 inceac it

di -i4-il - to fnd thimrs that wer-e wrong with the c- t'e

limited number of open sources that are available. Most

oet:ails cf such a ecenl, operati on remain ciJassifta.

However, there a e aome indic .torw; in unclas i4 ed so.rce-s

that could be caice *fr concerni.

There ap'ar--t,-y wa=-c no plan tc crovi.e or-t-etlc.n r

tfe "higly vlnerable" taFn:ers. They werae lcft to fend _Or

thamase".es. Had The Ibvans decided to launch inter-ec tr

ca net the tanker aircraft one can ery:cion a dLst--zu.

:,.onsequence. Eecause of range to the tanher orbital are3. t ,

F-14 cap was not capable of deal-ing with such a threat.

Wh.; was a jury rigged k.C-lo ised as an airoorne com--n

and control platform rather than an E-73 Airborne Early

Warning and Cmtrol System(AWACS'7 -he answer appears t.o ze

that j:ig 'L ?VCI pl atners not overwlhel md ant overi,: oied the

-dtb z lt iL y - usin g the E- u r-. iI wa s to lae tc

change.

'ny was it necessary to divide the country/ in half

,p ving the Air For e one area of operations and the Navy

another- COL Stephen E. Anno and LTC William E. Einspahr in

their Ai r WAzr C-oDllege research report claim that "...the area
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of action was divided because of interoperability

difficulties...'.30 They found that procedures, vernacular

and terminology differ greatly. Col Sam Westbrook, the F-I1l

Wing Commander has since confirmed that the USAF in Europe

and the US Navy "did not do much with each other". It is a

,g--,o bet that common operating procedures hac no, o been worked

U-.M. it tales time and then trair nc, to solie suLC- D cnroci *n7S

acnd some of them prcjably weren t solved. P safe way o

prevent problems between Air Force and Navy aircraft

cerating together is to seprate them with a geograhic

*::'',;i. or give them a specific aproach path in a precision

time windon. The problem with this solution is that it is

]c cd cne when everything goes accordirg to plan. But if

so,he thing unexpected happens, it may be necessary to commit

aircraft from one service to assist another. These actions

suggest that U.S. airpower may not be as flexible as it could

be.

The neL problem with the plan has more to do with the

time available to prepare it than the plan itself. Is it

surpOrising that t:-e plan work ed? After all the planners had

appro:i'nately f+our months to prepare I t and to train their

crew'. Cne wonders what might have happened if a joint

operation had been planned in a time sensitive scnerario o

According to one author, the plan to put nine F-1llAs

'ih+-ee flights of three aircraft each; each flight separated

bt an several minutes) over the same target (Azzizivah

barracks) was poor tactics arid may have led to the los_ of an
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aircraft. These tactics were not the decision of the

squadron or wing commanders or their planners. They had

opted for no more than six planes on this particular target.

General Chaer Donnel1y made the decision to raise t.e

number o4 planes to nine. He based his decision on the

C, .t J-.:di Jt L3+ the desirzd probable d-amage tc. =

ar ie... T s pertw an e..aimple c a Servic - Eompcnie.-

Cimander iterferi;ig wi th tactical commanders' area of

Search and rescue plans were inadequate. The 'i . -

did not coordinate with the Navy 4ur adequate see -c--

resc;, e covere civer -he ,-:-t:rc~e the entire -ceratic.

Spec.i fi j': F~i2cec ,. --o c.ntact:ing and workino with t

..ear,:h ari J regcu e44,ort iad . t been worked out or

e,: erci ,,ed.

All of these planning concerns together lead one to

wonder if the planning and preparation of the operati:]tr-

really was the work: of a joint staf-i. It would appear tr)a

the planning Nas done by the tactical units o4 the JSAF

!'S Navy; the F-Ill Fighter Wi Tg and the Sixth l et.'Carr

Bttie GroLUp s:affs. The,/ recelved Quirarce and ak.-si 1are

from their respec:tive service neadqurters in Eurzoe. T-,e

first truly joint staff to review the plans was probabl,/

EU'CO.' EUCOM the plans would be reviewed by the dual

ha':-ted 3ervlce components wearing their "joint hat". Ir.

othnr words, they would be reviewxng their own plan-= in trTe

_erse tial: they were r-esponsible for- the acti on'. o;
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subordinate units of their respective service.

Command and Control

Hard evidence in open sources concerning the command and

control relationships is also difficult to obtain. 'uveer,

it is known that the operation was under the command of

LISEUCCM, ccmr,nded b, General Bernard Rnner.S His e

wa Le-, r l  zh . ch o LawseF, '_.S~g. O.ther i mportan: ._ae-

inclIded General Charles Donnelly,USAF, Commande- U.S3.

Force-.4 EuropeoJSAFE) and the EUCOM Air Force Eomponeni-

Commnrder; Vice Admiral Frank Kelso,USN, Commader- U.S. Sith

FPeet; - a2,r General David ForganUSA, the Director

Opera-tion- for A 7AFE; and Coonel Sam Westbr-oo ,USAF,

Co:mr.:nder o-f the F-1i1 Wing.

Vice Admiral Kelso was named the joint commander for

opeation. He had Air :orce liaison officers attac7.eo t- nil.

staff afloat in the Mediterranean. He sent at least one NMa

o-ficer to fly with the Air Force Airborne commano Post in

the lead 1C-1( of the Air- Force formation. MG Forgar

accompaniEd Co] Westbrool: on board the KC-1! 'ommand c.

The modified KC-I( was given charge of the Air Force

res our es ~wh _e th_-e IJSS Ameri a controlled the Navv aircra.

E-2C airc f t provided early warning anc ai- cont-ol e-1tars.

The F-ill aircraft reported by radio to Navy airborne control

aircraft after dropping their bombs. After waiting an hour

for the mi s.ng P-ill, MG For.jan gave the order to the Air

Force formation to return to England.

it woul d appear from the available evidence that command
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and control o+ the operation Was SO~tnd. It was established

by providing a rigid and detailed plan. Whether Unity o-;

command Was actually achieved at the operational level 3- war

during thi-.3 operation is still a valid qUestion.

Ccminuinir at ins

C,o0M M Unli-- cat i o n -E a p p r t o na %/ b e en ad eq u a ---2-- 1 t-

were -t : 1 sotme prolbl1ems . D Ur 1 .no t he p r e2Oar ti c r-,.

pla--nnirg phase- the +ixe'd installatilon secure t~ii~ a.t

the Uli1t level' quid 1 v bec-ame o-*-erloaded. 1nte ;qer

r-equki. em,,rt~ f-D virl oaded Whe Incratlieater Imager, -.--,imi- ai

73* 'e~.I TTS" and termi nals were not alwa- vs c

f -Ci -d. Colir ier runs r-,ad L c? ;-s--blined to v

prohi ns

Once in Whe air, radio became the primarv me~rl _

communica-:tion. The operation was conducted un.'er ra,?. :

listeaning silence Until the strike was initiated. Once

first brimbs w -e dropped commut-ni cati ens were probb. 1 __I%

tu rrcr eporting and emergency mes-sages. S - - 01 a V - r-

a igrue in-n te NLA, EUCOM, USAFE, 'Adm-.ral lkelso, MG

Frgiin an J P'-1l. Wing HeadqLarter,, in La-kkenheath. The- -7-.11

e.A rkra-st we-eq,-ii pped with a -freqUenc4 hoQpi ng -- ad,,~.-sst

I ~ '-y ui ok ". Thie Navy, does no-t us-e th,-At ~CT

neither did the Air Force tankers. The radios were installed

in the tan :ers prior to the operation bu~t were -,:t .3kva1ia=be

to the Navy.32

In SUM the Libylan Raid Wa-S a success. However, o,-e-a

to ask i the joint operati.o-n would have beer) as ucsi.

:0



should there have been less time available to plan,

coordinate and train? Indeed, on short notice would it hav'e

been possible at all? It Would appear that the , ::

th4= raid can be at tribUted to a 1ng plann±ng Lea.d ti-me arc

the lack cf Libyan interference. Aco,ding to Anno anr

... the command and control and communications
equipment and procedures were never really stres-
sed during the raid; resistance outside the
immediate area of attack was nonexistent.33

COMPARATIVE ANALYSIS

Trend=. Problems I ImprovemenI.

A comoarison Oi- the fcr r cn- ea=er-, .. _m le-i it . t

ope-at:, one reveals the ..-me o- i i : . ar 30i11 -. rc-b em:- -

the oper.Atiori-al leve L during each .operation. hese -r

nr_, ode: 1) the t-ornat 1 :Dc of .c hc staffs .and.

2)equipment trt arnnnrabii!:y bet wen =er,,ces, -ii coor c-,-

planning skills (especi ally rel ated to C3, ai rspace CC'-r( -I

air def-_nse, irtelligence, fire suppor t , and maneuver:

4 p.,o' -  s!taff e;.:ecuA 1ion skill=- (especially. dur in;

ccss." c cot -ngenc-. operatin.- 5)a lack of uniti oi c-,m1a7. V

ard .6scnmr3li,aied command structures.

T;ic:,--,_ Cp. .,e b.een7 i mcDrovement-.s f 01 l t WC s we,- *J W ,CinZ

a snail 's pace. In fact a trend over the eleven year-

between the Mayaguez incident and the Libya Paid is 'vi,_ent.

32el.ween the Ma.,aguez (nd the Iranian crisis the strzez c

r. -g]. e : -I.nor .t cat ,on. systems were imp oved; r oth ,Cath s _ nn

icca, primarily thro.gh Lh- . increased use of sutellito
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systems. The recognition that a joint command subordinate to

the Unified command WOUld have improved C- during the

MayagUeZ resoCL~ 1ed to an i ncreased awareness and future use

o+ the JrF. 7The? Iranian debacle led to. recognition th ano

-Ad hoc JTF ha created problems. But apparently this "le-sor

la r,-,Ed Is lo st in t h e ~hu, +12 a of Lm o r t o *:J a -i ,

T ,r, E o~s. e.......t 1g 1- I ,qi t 1. ! _-'a.uDE

T-=k p1 e3 hr , r-s wa- A s . earr dur -. n h e r-

by n i -s L,! -i, 1.-.pp ove.,ent s. A-iw-ca r en es z r=

e d t. :et Le. .3Laf-- usordi roti on and SQoie "t.JO -Q5~(ld'

SO C) 1L C .I S a.

Congressional legislation has spurred IDOD artion .

199S Stafi iRepo -t to the Senate Armed Ser,-eces Lmlte

den a iiec nan, o;F the i-_r.bl en ares 3d ~cm e ed

*--frr-ctLVye acti. or,. This stUdy led to thle IQ3

3cld.?t.r '~ch:. s ~t Lhi cr en-.;cred 2iEa:o o1m~

nazi:~il ~iir '>by'ice>l]ephcE jzt1E

Pri'dL)C!.Fg pot v hange in tI-e ,oirct omurit. The 7cL-jzr-

of the unifi.ed -omm-ander has been enh7anced by glving himn

, i i: eaue d p i, t to E !_- hu d get p rC) e F3. A rcve t- -

pr~.:v a T- F~ta F- 3 C:CfldLt)Ct operat i oral level ~c

klaso tee! mac-a. 3T :rmLni~cat onSUpport ae -. e
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been developed anc pre-positioned. SOME- Lni -f i commrnacvs

have created standjn'g JTF staf+S SUch as 3TF Bravo in

SOUTHCOM, Am," JT I2 in L NTCGM. ODe.L sche

~on~az(CNTC~!; ,ha~ idPR :_i i ed mem~ter- knf th(e_?j f

a-f f to '2stan ik r JGC s s e z.r at'e In:.;t dq u a rt era nl e _?

-:3 .,e the r -.

o,~ -'. -,- er C_- c",crn '-t --I r r h

REVIEW OF EMERGING JTF oCTRINE

fle icint ,rin~. otrn --- ' TF :mre

sI '3 + r-_qLk.r& tc, c,-D'dL!_t '0 .o r t op - JC- -

Draft, dae Dc e m c r I8.JFS TEETi T,:?_

33~B, JC S Fu ~- C W or 1 nQ D raft )Dotrire -c I___7_

Support c+ Join:_ recr-?t: onc, datec 1 ',_uQUSt 1988 Rr in: t i~

:iocumerit '-Ih~kt are phi l os-opi-i :a--l -anrd gerneral inntu.

These 'fOCUIientS demce1emrlcg-,eto hzl i 'yi*

4'nc t. cr .- r-u.)c t;e-fn-. th , cit_- -cr Lbe wha_:- ': c enc wrh*

7,. ~ -- _, e dio~ e l eaief 1

F C h r1 -3 ueS, procedl res .-;;-d inechanisins neear'for I:e R

ato) determne how to: e' ecute j oi rt comba--t opera_-t icns.E

rr do toey' prcv,,7. oc peci i 1 g uioacnce for staf4 -:,ng or-

eqL: 1 P -1 a .YP. 11(j Go T a= Force P1 annirc G. UI-ui 'C _ %)d

~rocd'.~r a Tan~ 1 -el Imore 73 ltist of cUeSt ofns p-.c



issues) that a JTF commander and his staff should consioer.

However, no answers to these questions are orovided. This

boils down to having officially recognized joint CT. prcblems

Sithcut p-.vidig the necessary solutions. The joint

commun~ic.-ttions doctrine is available for the JTF in

price'flral ;arm. 'he tlljwing docutflentFs contain tne

deiLai 1 ,. ,- oun ocat ons and -le, tronL-c- tec'nI qu'C 3'"d

pyced_,--es -es-sry to depT .. and sustain a jTF: JCS :E..

KY3.,. 1 , '-. Tomn C .IcationS System rchitectre en: Na--

Prroenu 5esi cOls; joit Communications Suport Iemert

<WSEI A,--cln . iure: A-,e,- k of the appr-,ori ate r:':A ,; tn-.-

W.-.ir't ,. n,.: a.. ndbcc and WTC 7A Handbook. SI'01. 7 - -

* s will have t-. pull a2! o; thi:a dcctr-ne to-,gethe- --, A-nre

* i the JT- OW'N to operate efectivelv.

Joint LI zal comimunications doctrine is nct vet

writte. A c-mpletion date for the JCS Pub 7.5n ser I -o

manuals Tactical C2 Procedures for Joint Operations) doazs

not ao.ear in the Joint Doctrine Master Plan. Since the

i mtL:1 g o Lis series is taking a low priority. time -_

,-oml ei -n cn prnbably be measured i-) years rather tnan

,, r]i hs.

,n :-Ie creation of jTF C7 doctrin-.e V- tel,-.

The reappearing C7 problems that were identified in thi-

paper's combat examples have been recognized: including the

lac: of cppropriate doctrine. The initial theoretical

,,derpinnL q has been pub]1iseci. Most of the "how to"

ir ociedral matie -I l is rot yet available.
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CONCLUSIONS

An absence of operational level thinking in all #Oir at

the selected combat earmoles can be identifiec. The N4A

ce&r ly de-ir:d -trategic alms in sI± cur cper-ati--h,. z-o,

linkage between the strategic ar operational levels o+ _-

-_-t9t. T*uee dxid Fno< appe.ar to be c.Jcn ccn Lcs-or

c d -r:: i.," .g ,: tee C-Orv±:fof l a- C__ _ --

LaC. - .]- a_'F -. ] ThO C C,. A, . A t he tp> 5? eOn,

'a-'e neen salvage:; dv skilled tectical cmm -

e"-, r-a e eT I t- a ted ia'-i e o ersL -R.:! C! : -o

- -- -- - Z-- ! -- Z- - - L

-E - -n 4- r

-9rd : c'ii. E, - *Zem'.e :. Ernai_] - cs -. e 1 ::aiem .- -.. - - s

-..- r =.aR, le Lorce-, arc aill.cte and mariance

trarspor-zatin assets to get £orces into the theater o

Cpec'at es- c-l lel ro-manders and the i -- s-_:_

" :.; tat~a means "tarcticalv tItv_. es) ta at--atelc:: ,,s

,nloli . 1 c.:ais 2- pncv-iding 4he rfle-ati.Zr a± ,-a' s t_-zu _-- ,-

Jac"t .arfigh I , p ans£ cu-d C; ecJ, to ci those pt,- [-

- ? .- D ' . .4 t
tere 1 -7V C :A i pr o \ d- r- .-:. s

to t~e together a±l the various tactical units witi _S flI-;ec_

an -or- combat _ictions. This plan must have a

3i r; e/uni ec ob.c t ,ve, provi de requ 1-ec adm, mi sCrat; e anL

i or: sti -k -;reortE antk t eCo:ed by - ;1ngieni tIed

co.nm -,der en( h: 1s .at ,
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The lack of effective joint warfighting doctrine

observed during the first three combat examples cited caused

Congress to direct the JCS to develop and publish new

doc t r iri e. The CZ dcCtrine required for the JTF to condu ,t

joint war-fighting does not yet e>xist. It will be at leas-:

aver-al years in de,.elopment; m.ay e :,nrig-

Over a period of eleven years the same j,)in-t C7 . i

-.ept reappeari;-ng. Ahy haven't they beer fixed? Accorci-.

a 1.98 Staf-f eport to the A rmed Services Committee:

... there are two basic Causes of the problem of
insufficient unification within the unified
commands: (1) the refusal of the Services to
accept substantial unification within the unified
commands, and (2) absence of agreement on
appropriate command relationships, expecially
concerning the principle of unity of command. 34

Cor rectie actions are also bogged down by. a ba tte -:c-

-esorcos, service parochialism,3 and whiat LT 3

the "Wail of the Component".36 The Department of Def-nse=

the .CS, and the Services are just not capable a ch angi.g

the status quo to produce truly 1i ont war- ighting

organizations. Otherwise they would already have .ne so.

2n gress will have to continue to legislate change.

Today's JTF commander is so ewhat better ai -e to co.,a-,

and control hir force thar those U.S. co;,imaders who,

the four Joint military operations described in this pa._,er.

However, his CZ, capabilities are still inadequate.

rnadequate die t at the ,perE-ktional level of War wi1

conLinlue 1o os measntred in Ii ves and "treastrs. " eve) w',en

'ihe fcrcie "-urctions more efICtL'.ely and more quiciiv than
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the enemy."

IMPLICATIONS

Until standi.ng JTF head quar ter z are sta;.ffed, trainec,

and equipped to handle crisis, contingency anc del; be,- te

actionsB, rJC- are bou:-nd tn: siee imlrproolems in. the Luitu-G.

Non oF r he c _-Dir c ~-,_--fs a- ran c he

55.LIn t'- -- 4 rr. i, L e ~ su K .io. M t ar-t lt

*iioe thn . ad nuy: stff hese stF n a;,7 in fc t

hes e 'y be s-f 4 ILME=lr in Cent-alI r, e r icza -4v :- -

r1- ctaf ccu EV ~ea 1  ~ 4-

However, these natiy r-cam: ned, .. rn1vtce'sa-

wil11 nota 1 L ays in- adequate. The evidence orovi ded -fr-Q

e 'pen; en:e,: of teTran; an. ResZcue Ptteirot and the Libylar,

s~j u Loneven Wher- LSen is- n aund,,ance ofr p1lanrning t-e

b-. d. Ujh b i men ,-ene ve c, cE? nj EA r- en oz; a? -

e, 'e et,±nt-ecf.i; 1 he Me va."4Cue:- irs a Cent e--nd the '-en

r)v --e i an suggest;- Ithe same conclusi on can be made when

n'annring time itL short.

Thec? a -re ot -course thE nay-sayers ThE, WiT pi

tha-t a stanr~ng *2T- staff wa- triedA eArlier A-s a: part-z-

*r r. . uCommland. T4 never ,cizrl' BUDSj

37



becautse none o-f the Unified commanders wanted a JTF coming

into their area to command and control "their" operation.

They will point out'k. that it -Ls no-t possible to createa

standiric JT7F or evei yconceivable crisis or contingenc".

F'in ll1 , they wi acd that no one reall1y has the eXperi1ence

to kn;--w best tC: ~a- eqUAp Et JTF. 1lI r-F

scve ~.i ~dr.. ~SIA _C mu_"t torICra h:2I

M p .0 u r Iirlrd2. in FruztrAtJ,!:.n. Wt-. not staf-F F, equi p, Zr~c ri

,k _ n -F Cjen:r-. C, ,ta>.;pJjno -IT7 -~A xetmr

Ccim-nan'd poSt, fLieldta and cornDu.ter ,:2 I ye.- L. erFc 1.

4- hL e :a- Li o~ Lt L r. st .dy joint onr

I,,,r .L i r g - t -h ci e- a V riit :7-~ 7a

WOd t 1 han pr ovide Lh- e ,periercE From ~ i~doct. .ne
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-i n sta-ffs trained. As -7 ~ified military torcea thh _=
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The same joint C. problems observed in this paper wil te

e ?-,-perienceo at the operational Ilev.er of war dkur-.nq --he ne:-

join' warfighting oper.:Rtion t:-at tne US. militar. CCn(uccs

SUMMARY

'T;sPape- AeI i h few oa:-ic Je, iio> ti, 1 !:-.-

yondokfor the discussion of joint C72- tha;;t +,31lowed. I

contiLnued with a comparati ve snalvsis o+ C. at the

oper-a:io~nAl lev-el o-F war u~zing +our _,-int comnbat oper,-t Cr-,

:cniL~tsb/- U.S. iili tary-iForces -z nce the ernd o+ Vi=etr-aTr.

F .icience was presented -From Periodicals, book:s. __c-,3



government reports and JCS manuals. Classified after action

reports were studied and unclassified portions of these

reports were also Used. FinalIy, a. rev.iew of -Appl.icablle

~r;rg gJTF C7 dc'ctirme was conduch-t; -Cc?. The paper 10> c t

what C-- capabilities th-I-e 3Cr commandner ha- today/ anc i- he '.-;

L ette r-a~aC commn r w3 n n r '-l LILre -!a e-~

*AJ~iiW~je. tt damp 1t rt t2ci C~e con IM: 1: 1

n:- T' cC Lt ~h D use 7.r~ b em s *:n si t e-:

r-~~ e L* =1 I :I 1 7' ik i a S resse tt (Jde Uc C- thrE'
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,o:th-en'; 4) ovcr thP eleven "ear pen1 od encompassed b t:he

focur Joint oper-ations cited, the same joint C71 problems kVen-t
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soomewhat better joint C- ':apab,,lities tflen tfle commander:-:m

conducted the four e!-amples; and -7) today's JTF commanders

jolint C: c.apabiliti1es z=re sotill inadequate. Th-e paper
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doctrine, and staffing reqUirements.

Today's Joint Task For-ce Commander has somewhat better

C'. capabilities than these commanders who conduicted tine

Mayagi-eZ ReSCLke, T-he Iranian3 ReScu:Lterkt the iiv-Asi. n Dn

Grenada, and the LibyAr Raid. He is the aingle LunItormfe'd

-ilit-kry - -ice c Tm,7arhe~r :nc,-t 1-- li-:a tc b;2--e - t

z tri - 5igned v ii c :e r t R i r v t- E ke c-,, __

Ili:er. ij ;11- TaOUtCOrn S- --ny zuc1n futUreoert n.
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militar
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at" anchor

SAnchored overnight
Wai Islands U.S. air strikes

a May/aguez intercepted by 02
mbodian gunboats and boarded miles
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Force F-15 Wing have not been uncovered during the author's
research. An assumption that the naval forces remained "In
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